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I. INTRODUCTION 
Background 
The Raytheon Company is a New England electronics firm en-
gaged in developing and manufacturing a diverse product line that 
includes electronic systems (such as radar sets , sonar systems and 
microwave communications) , missile systems, electronic tubes, 
semiconductors and microwave devices. Sales in 1962 amounted to 
$580, 721, 000. Approximately 85 c;1o of Raytheon ' s sales are made to 
the military services and other branches of the government such as 
the Federal Aeronautic Association (FAA) and the National Aero-
nautics and Space Administration (NASA). 
1 
The company employs approximately 40, 000 people; it is 
organized into 11 operating divisions with major facilities concentrated 
primarily in the New England area. This study was conducted for the 
Purchasing Department of Wayland Laboratory, the engineering facility 
of the Surface Radar and Navigation Operation. (See Chart 1.) 
The need for this study evolved from the increasingly compli-
cated ways of doing business in the military electronics field. Both 
buyers and sellers are so inundated with regulations such as the volu .. 
minous Armed Services Procurement Regulations and the many special 
provisions written into individual contracts, that purchasing transac-
tions considered routine in other industries become extremely complex 
when the U. S. Government is the customer. For example, the purchase 
of four feet of 1} 8 11 x 1 11 aluminum strip stock, costing less than $1. 00, 
is not a problem in most industries. In the military electronics field 
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this simple purchase becomes complex because the buyer is required 
to obtain a notarized certificate of compliance from the seller. This 
certificate, which is not always readily available, gives the chemical 
analysis of the metal and states that the material purchased conforms 
with the pre scribed military specifications. There usually are sound 
reasons why the Government imposes many of its regulations but this 
is not the point that is being illustrated here. 
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The steadily increasing pressure by the Government to have mil-
itary suppliers reduce costs also contributed to the need for this study. 
It has been recognized, however, that a successful drive to reduce the 
costs of purchased material depends mainly on the cooperation of 
Raytheon- Wayland's thousands of suppliers. Consequently, prior to 
inviting suppliers to participate in formal cost reduction programs it 
appeared necessary first to determine the type of relationship that exists 
between Raytheon- Wayland and its suppliers. 
Objectives 
This study was undertaken: (1) to determine the type of relation-
ships that exists between Raytheon- Wayland and its suppliers, (2) to 
identify problems that may exist in this relationship, and (3) to learn 
what suppliers expect from Raytheon- Wayland. There were no specific 
areas of interest designated for development prior to undertaking this 
study. The individual topic sections in this report were established 
simply by grouping similar comments into major topic areas. 
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The secondary objective of the study was to attempt to gain the con-
fidence of suppliers and to lay the groundwork for future studies. The 
idea is that problems uncovered in the initial study can be developed more 
thoroughly by individual follow-up studies. 
Recommendations are not included in this report because they are 
considered to be beyond the scope and discipline of the study. The func-
tion of this report is to present data in a manner that will help manage-
ment decide whether corrective action or further study is necessary. 
Results 
Suppliers are classified into two groups: those that provide stand-
ard or shelf items and those that have products requiring custom en-
gineering. Raytheon- Wayland has a different relationship with each group. 
Business relations with suppliers of standard or shelf items appear 
to be good. Suppliers generally seem satisfied, although there are a few 
disgruntled suppliers who feel that they have no been treated fairly in the 
awarding of company-wide agreements. 
1 
Suppliers do complain about 
operating problems such as the lack of information regarding anticipated 
usage of stock items, difficulties with prints and specifications and the 
1An agreement with certain suppliers to furnish commodities to 
all Raytheon locations at reduced prices. This type of agreement is 
negotiated by the Corporate Procurement Office. 
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lack of planning and delivery time. Suppliers seem to imply that a good 
way to improve relations is to start solving some of these problems. It 
~. 
should be noted, however, than even where strong dissatisfaction was 
expressed, e. g., the lack of estimates for future requirements , the 
suppliers seem to feel that these operating problems are inherent in any 
supplier-buyer relationship and that although there are some burdensome 
aspects of doing business with Raytheon- Wayland, it is their job to meet 
the requirements of the buyer even if they are unreasonable. 
Relations with suppliers of custom engineered products are not 
quite as favorable as relations with other suppliers. The findings of 
this survey indicate that serious problems that jeopardize relations with 
suppliers may exist in Raytheon- Wayland's bidding practices. Suppliers 
claim that Requests for Quotations are used to obtain design information, 
free engineering service and free estimating, and they complain that there 
is no reward for developing costly prototypes for items that Raytheon has 
the ability to produce, because after the supplier makes the prototype the 
2 
production quantities usually are awarded to the in-house supplier. These 
kinds of problems are the reasons why suppliers feel that Raytheon- Wayland 
ltakes advantage of them; knowing this they are reluctant to risk their money, 
knowledge and effort in providing the best possible service to Raytheon-
Wayland. This opinion appears to be fairly prevalent in the group. 
2 The tiexm "in-house supplier" refers to that part of Raytheon that 
can compete with an outside supplier. 
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Generally speaking, where relations between Raytheon- Wayland 
and a supplier have deteriorated, the supplier appears eager to do what 
is reasonable to eliminate the source of friction and to re-establish and 
maintain mutually respectful relations. It is the author's opinion, based 
upon the impressions received during the many hours of interviewing, 
that suppliers would like to see less emphasis placed on the master-
servant relationship that is common in most dealings between buyers and 
sellers. Suppliers of custom engineered products, in particular, seem 
to feel that their specialized knowledge entitles them to be treated as 
business equals. 
Attitude Towards Study 
Suppliers' attitude toward the study was very encouraging. At 
first they were suspicious of hidden motives but the interviews moved 
smoothly once the interviewer allayed these suspicions and established 
rapport with respondents. It appeared, however, that suppliers were 
careful not to say "too much. 11 The interviewer was left with the impres-
sion that only a limited amo unt of information was given during the inter-
view because the respondents had no experience in participating in this 
type of study and because there still was some doubt that their comments 
would not jeopardize their relations with Raytheon- Wayland. One can 
infer justly that suppliers will make additional information available in 
subsequent interviews if the information conveyed in the initial interview 
is handled in a satisfactory manner. Essentially, suppliers who partic-
ipated in the study are testing the sincerity of Raytheon' s intentions. 
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Ten out of 27 suppliers interviewed voluntarily made positive com-
ments about the study. Typical comments were: 
This is the first time any of our customers have done 
anything like this. It is an excellent idea. At least 
you are making an effort to get things done in the 
right manner. We should do this more often because 
it is worthwhile to everyone concerned. I hope the 
idea spreads to other firms. (S5) 
You have a very good idea. I welcome the oppor-
tunity to exchange views with you. No one has ever 
taken the time to look at things from our point of 
view. (Sll) 
It is good to know that you - or someone - is in-
terested in whether or not we do have problems. 
(S28) 
A negative view was expressed by one supplier who said: 
Nothing good will come of this. I don ' t know why 
you are wasting your time. (Sl) 
Research Methods 
The research methods were developed first by conducting an in-
f orm al investigation among suppliers, buyers, the author ' s thesis 
adviser and a psychologist at the Raytheon Company. As a result of 
this investigation it was d~cided that depth interviewing would be the 
survey technique used to conduct a discrepancy-type study, i.e., both 
buyers and suppliers were interviewed: ( 1) to determine similarities 
or dissimilarities in their attitudes toward common problems and re-
lationships and (2) to determine whether or not actual procurement 
practices reflect official company policies and procedures. 
Twenty-seven (27) suppliers and 7 buyers, representative of the 
total supplier and buyer groups, were interviewed. 
Organization of the Report 
The major content of the study: {1) reports and analyzes what 
suppliers and buyers think about various topic areas and (2) compares 
what they say to official company policy. Each topic area includes an 
introduction, relevant quotations and an analysis of what was said. 
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The introduction consists of a brief paragraph to describe the 
topic area and to put it into the context of the entire report. It also in-
cludes: a statement of official company policy regarding the topic, a 
measurement of the frequency of the comments, and an indication of the 
intensity of the re spondent 1 s feelings toward the topic. 
The quotations are used to document each topic. Sufficient quota-
tions and detailed information are presented to give management a clear 
understanding of what was said. Code numbers are used to assure ab-
solute anonymity. The code identifying the respondent appears in the 
parenthesis following each quotation. 
The analysis section summarizes the topic, interprets the findings 
and identifies problem areas. 
All survey techniques and supporting data have been omitted from 
the text of the report and included in the appendices. 
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II. PROCUREMENT POLICIES 
Buying procedures at Raytheon-Wayland are based upon procure-
ment policies that reflect the company's philosophy towards such factors 
as price, quality, service and loyalty. 
Raytheon stresses the importance of goodwill in dealing with sup-
pliers and this attitude is reflected in its procurement policies. The 
company recognizes that goodwill results from the way buyers and other 
employees conduct themselves with suppliers; specifically, Raytheon 
3 feels that goodwill must be cultivated by courtesy, honesty and fairness. 
Although price and quality are fundamental considerations in select-
ing sources of supply, Raytheon considers them of little importance if the 
material is not delivered when it is required. Purchases are made, 
therefore, from companies whose integrity is beyond reproach; who are 
stable and have a good reputation for service; and, whose financial posi-
tion and price structure warrant consideration as ,a logical source of 
supply. Raytheon is aware of the necessity for building and maintaining 
sound community relationships; for that reason, all other considerations 
being equal, the company expects its buyers to make purchases from local 
4 
suppliers when possible. 
3Raytheon Company, Procurement Policies and Procedures 
(Lexington, Mass.: Raytheon Company, 1962), II, sec. 11-101, 1. 
4Ibid, p. 2. 
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The following types of comments, made by both groups of suppliers, 
were expressed by 11 out of 27 suppliers interviewed: 
I think Raytheon ' s policy is very shortsighted. 
Getting the rock bottom price is not always the 
right thing to do. · You can always grind some-
one 1 s nose into the dust. We try to be fair and 
competitive. Raytheon should try the same. We 
did business with Raytheon for almost 20 years, 
then suddenly you shut us off • • . all for price. 
(Sl) 
Raytheon takes advantage of us, i.e .. , they take 
advantage of the extra service we provide and 
then make the award to someone else. What hurts 
is that the award usually is made to an inferior 
company. Not even our best competitors get it 
and probably for the same reason. You see, we 
and other quality companies may charge a bit 
more, but this is because we provide extra en-
gineering service. The guy who gets the award 
does not have this cost because we do the engi .. 
neering work for him. The people who work on 
your problems should be given first consideration 
in making the award. Raytheon must recogni ze 
that price isn 1 t everything. (Sl 0) 
There have been many times that we have bailed 
Raytheon out of trouble, but only to get stung in 
return. • • (SS) 
You might check our record of purchases from 
Raytheon. We do pretty well . We buy a great deal 
from you, so we think you should show us, the 
local supplier, some consideration. We give you 
favorable consideration because you are local. We 
help you when you are i n trouble. Doesn 1 t this 
m e an something? (S3) 
We do spend a great deal, of time and money in 
developing prototypes and we wonder how much 
consideration, if any, is given to this service 
when you make your award on price. {Sl9} 
Raytheon ·ought to keep in mind that the quality 
houses might be a bit more costly, · but they don 1 t 
give you any trouble. {Sl8} 
You people should realize that in any buyer-seller 
relationship a certain amount of trust is required. 
After all, y ou are dealing with human beings. 
Everything cannot be reduced to strict business 
arrangements. This trust, however, is a two-way 
street. I think you people should select a group of 
quality sources and stick with them, introducing a 
new member now and then to keep the thing com-
petitive and above board. {S31} 
Comments regar·ding company-wide agreements were made by 
5 
2 out of 7 suppliers interviewed: 
Getting back to your company-wide agreements: 
price isn 1 t everything. Someone should canvass 
the users of the material furnished by Supplier X 
to determine whether or not it is doing the job. I 
know that you are getting inferior material. You 
are getting what you pay for and what you deserve. 
Do you know that when this company-wide agree-
ment was made with Supplier X not one, not one, 
of the users was consulted to determine the quality 
of material that was to be furnished by Supplier X. 
(S4} 
5 only 7 out 27 suppliers interviewed were eligible to compete 
for company-wide agreements. 
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There never was any formal list of material for 
us to quote on; to my recollection there never was 
any formal negotiating. Information was leaked to 
us - deliberately, I think. When we heard those 
prices we just gave up. (Sl) 
During the interviews with buyers, only one out of seven inter-
12 
viewed commented about Raytheon ' s general procurement policies; the 
comment refers to relations with local suppliers: 
Why do we go to out-of-state distributors for 
shelf items that can be purchased locally? 
Check the increasing number of orders placed 
with out-of-state distributors as compared with 
local distributors . (BG) 
A check of the number and dollar value of orders placed with major 
distributors does not reveal any significant increase in rusiness for out-
of-state distributors. Table 1 shows the comparative activity for a 12 
month period ending December 31, 1962. 
T·ABLE 1. NUMBER AND DOLLAR VALUE OF ORDERS PLACED WITH MAJOR DISTRIBUTORS - 1962 
OUT OF STATE DISTRIBUTORS LOCAL DISTRIBUTORS 
MONTH NUMBER OF DOLLAR VALUE NUMBER OF DOLLAR VALUE 
ORDERS OF ORDERS ORDERS OF ORDERS 
JANUARY 44 $2, 935 218 $13,555 
FEBRUARY 59 4, 195 317 12,513 
MARCH 86 3,460 447 16, 126 
APRIL 47 2,789 218 11 ,531 
MAY 40 2, 193 366 13,055 
JUNE 40 706 472 14, 181 
JULY 8 1, 131 192 15, 936 
AUGUST 21 1, 743 420 19,284 
SEPTEMBER 26 2, 018 508 17,743 
O"CTQBER 22 2, 822 173 12, 261 
NOVEMBER 22 1, 300 316 13,637 
DECEMBER 29 3, 076 440 15,503 
- --- --TOTAL 444 $28, 368 4, 087 $175 ,325 
Source : Suppliers ' Activity Register, 1962, Roythe on Company 
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The data presented in Table 1 does not substantiate the buyer's 
claim; but the existence of the claim, the tone of the comment, the 
amount of time that the respondent dwelled on the subject and his re~ 
peated references to it, all strongly suggest that an irregularity of some 
type may exist. The respondent hinted that non~contractual considera~ 
tions might be influencing the judgment of buyers in making awards to 
out-of-state distributors. This implication is difficult to validate, but 
as a precautionary measure a periodic audit that requires buyers to 
justify awards to out-of-state distributors might discourage the tempta-
tion to indulge in unethical practices, if they do exist. Favoring out-of-
state suppliers over local suppliers is contrary to the policy of the 
6 
Raytheon Company. 
Both groups of suppliers emphasized the extra service they pro-
vide when Raytheon is in trouble. The frequency of comments like: 
"We have bailed Raytheon out of trouble, but only to get stung in return. 11 
"We help you when you are in trouble; doesn't that mean something?" 
indicates that suppliers feel quite strongly about the lack of appreciation 
for loyalty and service. 
The interviews also indicate that suppliers think that they and 
Raytheon .. Wayland have different perspectives toward many aspects of 
doing business. Specifically, the suppliers feel that they are being taken 
advantage of and that Raytheon- Wayland does not make any distinction 
between the supplier whose price includes high quality, good service and 
6Raytheon Company, loc. cit. 
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continuous loyalty and the supplier who offers nothing except a low price. 
This view is ~held by suppliers who provide off-the-shelf items as well 
as those whose products are manufactured to specifications or require 
engineering service. 
The respondents claim that Wayland 1 s procurement policies are in-
consistent; it appears to them that best business practices are not always 
followed in awarding company-wide agreements. Cited several times as 
evidence of inconsistent procurement policies is the fact that Wayland uses 
the capabilities of one supplier to solve its problems but makes awards, 
solely on the basis of price, to the low cost producer. For example, one 
supplier stated, "Take the case where we and sometimes another firm help 
Raytheon solve their problems, i.e., we work with them to develop a prod-
uct that will do the job. Raytheon then sends out for bids and awards the 
job to the lowest bidder. ' 1 Additional study of procurement philosophy . and 
practices within the company and within the industry is necessary to deter-
mine whether or not the alleged practice is in accordance with good business 
practices. The important point here, however, is that suppliers think that 
Raytheon- Wayland is not treating them fairly. 
The absence of spontaneous comments by the Buyers regarding this 
topic cannot be interpreted to mean that Raytheon- Wayland is unaware that 
such practices exist. It implies, however, that Raytheon .. Wayland does not 
consider this topic to be an important problem area; herein lies a discrep-
ancy since suppliers appear to hold the opposite view. 
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III. COMPETITIVE BIDDING 
This topic is part of procurement policies; its vast scope, however, 
requires that it be treated as a separate section. 
The authority to commit company funds for purchased goods and 
services is restricted to the Purchasing Department. When a need for 
purchased goods or services arises the requestor prepares a preliminary 
procurement document and submits it to the Purchasing Department. If 
the item is valued at $250 or more the buyer is required to obtain a mini-
m\.l.ITl of 3 bids from firms of comparative standard before making a com-
mitment. Competitive bids are not required if the item is: (1) a standard 
price item, 7 (2) a single source item, 8 or (3) an item purchased through 
company-wide agreements. 
Awards are made to firms who offer the best quality, service and 
price; quotations are not solicited from firms to whom an award cannot be 
made on the basis of this criteria. The buyer is responsible for obtaining 
the lowest price possible; however, quality and service are not sacrificed 
for the sake of price alone. Transportation costs, location of the supplier ' s 
plant, experience with and/ or the reputation of the supplier and the reque s-
tor's preferred source are other factors considered in making an award. 
When a buyer makes an award to a firm other than the lowest bidder extra 
7rtems whose price is the same regardless of source. 
8single source items might be either: (a) a patented or otherwise 
manufacturer controlled item or (b) -an item where a specific manufacturer 
and/ or type number is specified on the print or specification sheet. 
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care is taken to as·certain that the factors of quality and service outweigh 
the price factor. After all factors are considered Purchasing is re spon-
sible for making the award in the best interests of Raytheon and in accord-
ance with sound business practices. The Manager of Wayland Laboratory 
(see Chart 1, page 2) resolves questions concerning the final selection of 
suppliers if the requestor challenges Purchasing'. s decision. 9 
All official communications with suppliers other than routine ac-
counting documentation must flow through the Purchasing Department. The 
procedure to be followed by Wayland personnel when communicating with 
suppliers is quoted in part: 
I. Purchasi.ng shall be notified in advance of all: 
A. Proposed initial contacts with Suppliers. 
B. Visits to supplier locations. 
C. Visits from suppliers. 
II. Operating personnel after checking Purchasing 
to ensure that the supplier is in good standing 
with Raytheon may: 
A. Contact suppliers prior to requisitioning 
of material; however, such contacts are 
to be restricted to technical matters, e. g., 
de sign, techniques, products, and the abil-
ity to perform research or development. 
9rbid., sec. 111-200, pp 1-3. and Raytheon Company, Surface 
Radar and Navigation Ope ration, Policy and Procedures Manual (Wayland, 
Mass.: Raytheon Company, 1961 ), II, sec. F6. 001, 1-4. 
B. Request prices from suppliers with the 
suppliers_' understanding that the request 
does not constitute a formal quote com .. 
mitting Raytheon to any expenditure of 
funds. 
C. Visit suppliers' plants to assist in com-
pletion of orders for development and to 
provide technical supervisionj however, 
Purchasing is to be informed or any pro-
posed change in the contract which may 
arise out of such visits or contacts. Op-
erating personnel shall not request the 
supplier to proceed with any changes that 
will affect price and/ or delivery without 
prior approval of Purchasing. 
III. Operating personnel shall take care not to place 
Raytheon in an unfavorable bargaining position 
when contacting suppliers by: 
A. Not permitting discussions of technical 
matters to develop to the point where the 
supplier's effort exceeds the service nor.-
mally expected for routine inquiries. 
B. Not limiting the study of solutions to tech-
nical problems to a single supplier. 
IV. Purchasing should be contacted immediately 
when it appears that: 
A. Considerable effort by the supplier will be 
required to answer an inquiry (this action 
is required so that Purchasing can take steps 
necessary to protect Raytheon and to main-
tain a competitive condition when possible 
among suppliers). 
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B. The nature of discussions may effect the 
cost, delivery performance requirements 
and/ or parameters of the material or ser-
vice being considered. If conditions exist 
which prevent Purchasi ng from participating 
in such discussions, the Requestor shall 
forward all pertinent information and cor-
10 
respondence to the Purchasing Department. 
Respondents had very strong feelings about bidding practices; 
they were eager to discuss this subject because it was considered the 
18 
major problem area. The unanimity of opinion illustrated by the corn-
rnents appearing below appears to be significant, especially since corn-
rnents generally were spontaneous. 
Fourteen out of 21 suppliers who participate in competitive bidding 
voiced negative opinions about some aspect of Raytheon- Wayland ' s bid-
ding practices. Comments are in three categories: (1) Improper Use of 
Request for Quotations (hereafter referred to as RFQ), (2) Competing 
with In-House Suppliers, and (3) Feedback of Information to Bidders. 
Improper Use of R E Q 
Nine out of 21 suppliers who participate i n bidding activities claim 
that Raytheon- Wayland disguises the real reasons for requesting quotations 
from suppliers. Typical comments were: 
I think Wayland should talk about the overall 
program and its requirements with suppliers 
prior to writing specifications and sending out 
RFQ ' s. We are specialists in our field and so 
1 0Raytheon Company, Surface Radar and Navigation Operation, 
Ibid., p.2. 
we know more about our field than you do. We 
can apply to your problems the knowledge gained 
from our experience in dealing with other com-
panies. Your people do not take advantage of a 
supplier's specialized knowledge in a fair manner. 
Instead of calling in two or three qualified suppliers 
and talking over the problem before the specifica-
tions and RFQ 1 s are prepared, you immediately 
send out the RFQ, get our de sign information, in-
corporate this data in revised specifications and 
then re-submit to the field. This is very unethical. 
(531) 
When we quote on your jobs, you take the informa-
tion you like and include it in a re-issued quote, 
thereby passing off our information as yours. This 
hurts from a moral and financial standpoint. (S21A) 
In the recent past you people sent out a request for 
quotation that required considerable engineering 
effort. Mter our quotations were submitted, Way-
land took our engineering work, included it in their 
specifications and then re-submitted the RFQ for 
a second time. We have come to realize that this 
is common practice for you people. In summary, 
your engineering departments use us and other sup-
pliers to get free engineering service. We believe 
this is done deliberately; it is a very bad practice. 
I think this underhanded practice should be brought 
to the attention of management. They should not 
condone this sort of thing. Whenever we get an 
RFQ from you people, we know that we will be 
re --bidding three or four times so that you can get 
information from us. Other companies do not 
operate in this manner. They go out for quotes 
just once, and that is it - an award is made. We 
beUev_e that Purchasing is part of this; they work 
right along with the engineering departments rather 
than trying to discourage them. (S22) 
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A big sore point with us is that we do a great deal 
of your work for nothing. I mean that you ask us 
to quote just to get your estimating done. (518) 
There have been many times that we have bailed 
Raytheon out of trouble, but only to get stung in 
return. Take the case where we helped Raytheon 
solve their engineering problems, i.e., we worked 
with them to develop a product that will do the job. 
Raytheon then sends out for bids and awards the 
job to the lowest bidder. Usually the lowest bidder 
had done nothing to merit the order. He bids low 
because he does not have the costs that we have. 
He does not have the engineering services that you 
required - and got from us - to develop the part. 
We think that the award should be made to one of 
the original suppliers who helped you, or at least 
the order should be split between those who helped 
you. This is a very serious problem and it is a 
big thorn in our side. (55) 
We feel that Raytheon cannot be trusted. We lack 
confidence in you. We are of the opinion that 
sometimes you even ask us to quote to check prices 
within your own company. When you send out quotes 
we would like to know what is going on. Give us as 
much information as you can. Is the quote being used 
only for proposal purposes? Is it for an award? Or 
do you just want prices? We feel that you people are 
not laying it on the table. You see it is very expensive 
for us to quote on jobs. Sometimes all you want to 
know is the feasibility of doing something and you 
ask for a quote. Tell us the whole story first, then 
we will decide and recommend what we think is best 
for you. We both save money that way. We would 
like to know the basis for your quotes, so that we 
can determine if a guy really wants a quote. Some-
times all he needs is some information or perhaps 
some guidance. The buyer should be the one to 
screen requests but I have the feeling that they do not 
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want to take the time. They just ask us to quote. 
This whole problem is very importa nt to us. I 
hope you can do something about it. (55) 
When we quote on an order, we assume that there 
is an order and that an award will be made. (511) 
A more positive view is expressed by some suppliers: 
The RFQ does not give us the information that tells 
us the basis for quoting. However, there is no 
problem getting this information if you are willing 
to dig and go after it. We are close by, so it isn 1 t 
bad. But a supplier in another state who does not 
have immediate access to Wayland is at a disad-
vantage. (525) 
It is true that we speculate on RFQ 1 s. We do not 
know what we are bidding on and we rely on ex-
ploring this on a personal basis to get the informa-
tion we need. (Italics mine) (527) 
Two out of 7 buyers interviewed substantiated suppliers claims 
regarding the alleged abuse of the RFQ : 
We get bids to compare Raytheon prices and 
never award the job to outside suppliers . 
(Italics mine) (BF) 
RFQ orders are not placed with outside suppliers. 
The result is that suppliers will not bid when faced 
with the choice of bidding Raytheon jobs or jobs 
for other customers. Jobs often are given to the 
in-house supplier after RFQ ' s have been received. 
This is unethical. (BD) 
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Suppliers of standard and shelf items do not have any serious 
problems in handling requests for quotations because: (1) there are few 
occasions when competitive bidding is required and (2) the nature of the 
product makes bidding relatively simple and clean-cut. But the same is 
not true for suppliers who provide products requiring custom engineering; 
this group feels that Raytheon .. Wayland takes advantage of them. The 
importance that suppliers and buyers attach to this subject is indicated 
by: the high frequency of comments; the relatively large amount of time 
suppliers and buyers dwelled on the subject; the repeated references to 
it during the interviews and the choice and tone of statements such as: 
11unde rhanded practices" and "Raytheon cannot be trusted. 11 
The implication made by suppliers of custom engineered products 
is that Raytheon- Wayland is trying to put something over on its suppliers 
by obtaining by a mis-use of the privileges of buying power that which it 
does not care to purchase or ask f or openly. Specifically, suppliers claim 
that Raytheon- Wayland uses the RFQ to obtain de sign information, and 
free engineering and estimating. The existence of the alleged practices 
was confirmed in the initial interviews by 2 buyers; follow -up interviews 
with 2 other buyers revealed that the claim "probably is true, "Buyers 
seem to feel that this practice has been accepted by the industry. A review 
of a buying section 1 s RFQ 1 s independently supports the claim that the RFQ 
often is used to obtain free estimating service. During a 3 month period 
a buying section requested quotations from suppliers on at least 13 oc-
casions when it had ·no intention of making an a ward to an outside supplier. 
In each instance the supplier quoted in good faith thinking that an award 
would be made. Evidence to document the claim that the RFQ is used to 
obtain de sign information cannot be pre sen ted without compromising the 
anonymity of suppliers. However, a carefully conducted independent 
audit of: (1) RFQ 1 s that did not result in awards and (2) RFQ 1 s that 
were re-issued two or more times will establish the validity of the 
suppliers 1 claim. 
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Raytheon's policies and procedures do not specifically state the 
company's position regarding possible mis-use of the RFQ, although 
implicit in the Company's procurement philosophy is the assumption that 
RFQ 1 s are issued because there is an intent to buy. 
The problems are: (1) Should suppliers be told the reason for 
issuing RFQ 1 s? (2) To what extent are RFQ' s being used to obtain design 
information, free engineering and free estimating? (3) Should the RFQ be 
used for these reasons? 
In regard to the first problem, the author received the impression 
from suppliers interviewed that they expect customers to issue RFQ ' s to 
obtain prices, estimates and technical opinion, but they would like to be 
able to identify the basis for each request so that they can plan their effort 
commensurate with the estimated return. A supplier suggested that the 
problem can be resolved easily, if management decides in the affirmative, 
by having the buyer check the appropriate category in a square to be pro-
vided on the RFQ form. For example: 
1. Intent to buy. 
2. Estimating and pricing only. 
3. Engineering analysis. 
11 See page 15 for a description of Raytheon ' s competitive bidding 
policies and procedures. 
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Management can get an idea of what other firms think from a trade 
newspaper's recent inquiry into the subject. Six purchasing managers 
were asked the following question: "Is it ethical to solicit bids from 
suppliers when you know in advance that they will not be awarded the 
12 
business? There were five "Nays" and one "Yea. 11 Selected comments 
are: 
D. M. Bogle; Plant Purchasing Manager, 
Automotive Division, Budd Company, Detroit 
No, false intentions are purposely inferred by 
such solicitations . eventually disclosure of 
this practice will cause suppliers to regularly 
submit high prices • • • 
J. C. Condon; General Purchasing Agent, 
Eastern Fine Paper & Pulp Div., Standard 
Packaging Corporation, Ba.Agor, Maine. 
No, because there are instances where bids 
require lengthy engineering studies. 
C. R. Skinner; Director of Purchasing, Labora-
tory for Electronics, Incorporated, Boston, 
Massachusetts 
No, but while good purchasing policy dictates 
that buyers should not solicit bids when they 
realize an order will not be placed, infrequently 
they must verify "make or buy" decisions or 
secure prices for projects where they know a 
definite buy will not be made. If good relationships 
have been maintained with firms selected to bid, 
an explanation of the situation will help in these 
cases. 
1211Purchasing Week Asks," Purchasing Week, December 24, 1962, p. 7. 
R. J. Centerj Purchasing Agent, 
M & W Gran Company, Anchor, Illinois 
Yes, .•. the bid also can possibly be used as 
a second source at a future date 
The second and third problems are more difficult to resolve. 
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Suppliers, by nature of their comments, attempt to create the impres-
sion that Raytheon- Wayland is unique in using the RFQ to obtain de sign 
information, free engineering and free estimating. But an article ap-
pearing in a recent trade magazine states in part: 
In the purchase of custom engineered equip-
ment, the problem of "free 11 engineering fre-
quently comes up. Buyers are charged with 
using the bid system to pick suppliers 1 brains 
without paying for the help they get. 
Two of the more damaging charges, closely 
interrelated, are that a substantial minority 
of purchasing agents are guilty of: 
1. Flagrantly plagiarizing the suppliers 1 
design innovations; 
2. Extracting exorbitant chunks of "free 11 
engineering time from the suppliers. 
But more and more, value buying is becoming 
an excuse for demanding free engineering, 
which in turn leads to the appropriation of the 
best innovations of several suppliers andre-
issuing invitations to bid. This is clearly un-
ethical. Yet, the practice has become quite 
common. 13 
13
" What Does Purchasing Owe Its Vendors? " Purchasing, 
January 14, 1963, p. 78. 
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There appears to be no simple solution to this problem; however, 
if management decides that further study is necessary, it might be worth 
the time to consider the following general approaches: 
1. Prior Notification - Should suppliers be told in advance 
that all designs submitted will be subject to consolida-
tion and reissuing of bids? 
2. Compensation - Should a method be devised to pay 
bidders for their effort and should a bidder who con-
tributes to the ultimate design be rewarded on some 
pre-determined basis? 
Competing with In-House Suppliers 
Raytheon's diversified product line enables Raytheon-Wayland to 
:_ puchase from other Raytheon divisions many of the items it also buys 
from outside suppliers, e. g., semiconductors, tubes and power supplies. 
The policies and procedures governing intra-company purchases require 
the in-house supplier to compete for Raytheon business on the same basis 
as outside suppliers. The policy states in part: 
Buying divisions will use products and services 
of the Company's divisions, operations and 
other organizational units provided that as com-
pared with outside sources, the products and ser-
vices are superior or equal in de sign, quality, 
performance, and delivery and competitive in 
price or cost. 14 
The in-house supplier directs its sales pressure to Raytheon pur-
chasing departments as do outside suppliers. The family-type relationship, 
14 Raytheon Company, op. cit., sec. 11-900, p. 2. 
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however, gives the in-house supplier an advantage over other suppliers. 
To insure that its divisions will remain competitive in the industry, 
Raytheon discourages preferential treatment for in-house supplier; the 
15 
company does not condone bid-matching. Raytheon's position regarding 
bid matching is stated in the following quotations from official company 
policy: 
. . • All quotations received must be confidential. 
Purchasing personnel are not to devulge competitive 
prices under any conditions. 16 
• . . Buying divisions have the responsibility for 
justifying the commercial or competitive nature 
of their intra-company purchases. 17 
The established market price for interdivisional 
sales under government contracts is defined as a 
price available at the time of the buying decision 
that is not in excess of ••. The price established 
by bona-fide market quotations from qualified 
bidders. (Italics mine) 18 
The following comment is typical of those made by 3 suppliers out 
of 6 interviewed who can compete with Raytheon's in-house suppliers: 
15 The practice which permits the in-house supplier to revise its 
quotations after comparing it with quotations received from outside bidders. 
16Raytheon Company, o;e. cit., sec. 11-101, p.l. 
17 Raytheon Company, op. cit., sec. 11-900, P· 3. 
18Raytheon Company, op. cit. , sec. 111-900, P· 6. 
The biggest problem with selling to Raytheon, is 
deciding whether or not to bid on jobs that Raytheon 
can do itself. Raytheon is very broad and they have 
the capability to make a great many of the things 
they buy. Consequently, whEm you send out RFQ' s 
for prototypes, you dangle the production carrot 
in front of the supplier to lure them on, then after 
he builds the prototype the production quantities 
go to Raytheon divisions. This is a serious problem 
and it is very unethical. We deal with many big 
firms and General Electric in particular does not 
tolerate this sort of thing. We get along fine with 
them because each General Electric Division must 
compete on the same basis as outside supplie:r:s. 
This is not true of Raytheon. At Raytheon, you 
lure the supplier on, make him do your development 
work, then keep the production quantities in the 
house. Often this decision is made outside Pur-
chasing which is bad. The decision is a political 
one. Some department needs work, so the loyal 
outside supplier suffers. This is a very severe 
problem; Raytheon is at the bottom of the scale in 
this respect when you rate them with other firms. 
We deal with I. B. M., G. E., and many others; 
they are wonderful about this. They do not mis-
lead or deceive us. Raytheon would be in a stronger 
competitive position if they forced the in-house 
supplier to compete with outside suppliers. (S25} 
One supplier took a positive view: 
When we quote on a job for Raytheon, we certainly 
are aware that the production quantities can go to 
that part of Raytheon that competes with us. How-
ever, we recognize this risk and we take this factor 
into con side ration when we decide to bid. (S27} 
Buyers corroborated the above comments as evidenced by the 
following: 
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In purchasing any components likely to be made 
by our Divisions, the suppliers feel that they are 
being used as a club to bear down on the Raytheon 
division. Suppliers are of the opinion that on orders 
where the quantities are sufficient the Raytheon 
division will get the order. This has been true 
throughout the XYZ program and on many other 
programs. The RFQ from outside suppliers is 
used to bring the in-house supplier in line. The 
in .. house supplier gets a second chance when bidding 
against outside suppliers. Buyers dislike this 
practice for obvious reasons. (Italics mine) (BG) . 
Many suppliers who want to sell subsystems have 
trouble because we have vast resources of our own. 
They can ' t sell to us because Raytheon is too 
diversified. (BF) 
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Suppliers do not seem to have any knowledge of Raytheon's policy 
that requires the in-house supplier to compete on the same basis as 
outside suppliers; or it could be that the policy is ignored so often (as 
implied by buyers' comments) thatits existence would be a surprise 
to them. Be that as it may, many suppliers think that Raytheon- Wayland 
has adopted a policy that permits the · in-house supplier to match bid when 
competing with outside suppliers. Thus,, they are reluctant to become in-
volved in the development of expensive prototypes because the reward for 
their effort, i.e., the production run, usually is awarded to the in-house 
supplier. Comments also strongly suggest that when suppliers are being 
asked to quote on prototype Raytheon- Wayland is aware at that time that 
production quantities will be kept in-house. In follow-up interviews buyers 
reluctantly confirmed the existence of such practices; documentation in the 
form of purchase order records is available to independently support the 
suppliers' claims. 
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The respondents' choice of expressions such as: "Youlure the 
supplier on 11 , "The decision to award work in-house is a political one" 
"Other companies do not mislead or deceive us," indicates that suppliers 
believe that Raytheon- Wayland does not follow the best ethical practices 
in its business relations with suppliers. 
The lack of faith in Raytheon-Wayland's word tends to make sup-
pliers cautious and skeptical in their dealings with buyers. 
The problems are: (1) There is a difference between company 
policy as it is stated and company policy as it is practiced. Company 
policy requires in-house suppliers to compete on the same basis as out-
side suppliers; in practice they do not. (2) Should Raytheon- Wayland 
continue to encourage suppliers to build prototypes when it knows at that 
time RFQ' s are issued that production quantities will be kept in house? 
Feedback of Information 
Suppliers who submit quotations at the buyers 1 request have a 
legitimate interest in knowing the final results of the bidding activity. 
There is no formal policy or procedure that: (1) requires buyers to notify 
unsuccessful bidders or (2) outlines the types of information that should 
be given to unsuccessful bidders. The current practice at Raytheon- Wayland 
varies according to buyers and workload. Most buyers state that, if time 
permits, they try to notify all unsuccessful bidders by sending them a form 
letter that explains why they did not receive the award. 19 Others make no 
l9company policy does not permit buyers to reveal price informa-
tion to suppliers; this information is classified as ''Company-private. " 
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attempt to notify unsuccessful bidders because they lack the time to do it. 
Howe ver, there is general agreement among buyers that all bidders 
should be notified. 
Six suppliers (primarily tho s e who furnish custom engineered pro-
ducts) out of 21 who participate in bidding activities complained about the 
lack of feedback information. Typical comments were: 
There is some trouble getting feedback on quotes. 
We want to know how we made out, if we didn 1 t 
get the award we want to know why. This is 
important to us. (SS) 
There is no feedback of information on bids that 
are not awarded to us. We are told only about the 
orders that are awarded to us. We want to know 
why we lost a job. (S20) 
Two suppliers stated that, in the absence of formal notification, 
they take the initiative and contact the buyer to obtain information regard-
ing the status of their quotations: 
• . • I do not have any trouble getting the informa-
tion I want, nor is there any trouble getting feed-
back. {S28) 
We do not have any problem getting information 
if we go after it. {Sl9) 
Both groups of suppliers think t h ey should be notified of the results 
of their bidding effort. They claim that such information is required to 
maintain their competitive position. They want to know why they lost a 
bid. Was it price, quality, or delivery? Suppliers realize that price in-
formation is regarded as confidential information; they do not expect 
R a ytheon- Wayland to divulge prices. 
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The problems are: (1) Should unsuccessful bidders be notified? 
(2) What information should be given to the bidder? and (3) How should 
this information be transmitted, i.e., should Raytheon- Wayland adopt 
a routine system for notifying bidders or should the matter be left to the 
initiative of the supplier to request this information. 
A recent survey by a trade newspaper revealed that 3 out of 5 
purchasing agents interviewed answered "No'' to the question: "Should 
. 20 you notify unsuccessful bidders?" One purchasing agent said "Yes" 
and the other stated: "Yes . . • if the presentation made was complex 
and required a great deal of time and effort. 11 
20 11Purchasing Week Asks, 11 Purchasing Week, February 18, 
1963, p.ll. 
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IV. PLANNING 
This subject is divided into three sub-topics: planning for specif-
21 ic purchases, specials, and delivery time. 
Planning for Specific Purchases 
Raytheon's general policy is to consider suppliers as an adjunct to 
the company; consequently, it is the Purchasing Department's responsi-
bility to furnish suppliers with all information necessary to permit them 
22 
to plan their operations in accordance with Raytheon's needs. 
Three suppliers (all distributors) out of 13 who carry inventories 
of standard or shelf items commented about stocking for future require-
ments; a supplier who provides a publishing-type service commented about 
the need to plan purchases: 
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The big problem - the real big problem that is 
most important to us - is trying to project future 
requirements. This is most difficult. Take 
Brown Company's components, for example. 
This is a number one line that we want to stock 
to satisfy your demands. We tried unsuccess-
fully to get projected requirements from Raytheon. 
We were told that Raytheon is a research and 
development laboratory and that they never know 
what they will be using. We want to stock the 
things you need, but nobody is willing to take 
the time to ten us. The Buyers always duck us. 
When we cannot supply the items you need, then 
Requests by Purchasing to make physical changes to standard 
or catalog items. 
22 Raytheon Company, loc. cit. 
your Buyers go to a New York distributor. We 
don't like that because then they get into the 
habit of going to New York. They go to New York 
because distributors in that area carry a bigger 
inventory. This brings New York salesmen to 
New England and it cuts into our market. We 
brought this to the attention of Buyers, but they 
duck us. After all, we can't push if we want 
orders. This hurts you because when you are 
in trouble and call on a local supplier for help 
he is apt to say "go to New York. 11 Local sup-
pliers are helpful when you have a problem; 
if you don 1 t he sit ate to use them, then why not 
give them your business. Sanborn Company 
really cooperates; recently, they gave us a 
year's projected requirement of certain items. 
(Italics mine) (S3) 
You must remember that we represent 200 or 
300 manufacturers and 30 to 40 are major ones. 
The Buyers always appear to play it close to 
the belt; it seems that you do not want to give us 
too much information. If we do not know what 
you are using, then we can 1 t stock it for you. 
We would like to obtain more information on 
your future requirements, but we always get the 
same answer: "We don't know what we will be 
buying tomorrow. Our requirements change 
from day to day. 11 (S12) 
Raytheon p robably is not a s good as General 
Electric or Sylvania; General Electric especially. 
There rarely is any confusion with their orders. 
They always know exactly what they want. Gen-
eral Electric, Sylvania, Electric Boat and 
Bethlehem Steel always have their work ready -
Wayland does not, and this probably is because 
you are understaffed. (S13) 
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Local suppliers of standard and shelf items are eager to obtain 
information that will enable them to plan their inventories more in tel-
ligently, thus providing better service to Raytheon- Wayland. Distribu-
tors, in particular, want to keep their inventories in line with Raytheon-
Wayland ' s current requirements so that buyers will not patronize the 
New York distributors. Suppliers claim, however, that their efforts 
to obtain estimates of future requirements are unsuccessful be cause 
buyers argue that the needs of Raytheon- Wayland change daily. One can 
infer from comments like: "· •• Buyers always duck us'' and "we can ' t 
push if we want orders, 11 that suppliers do not agree with the argument 
presented by the buyers, but they do not pursue the subject because they 
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fear the risk of jeopardizing their business relations with the buyer. 
The problem here is not one of communications, although it brings 
up an interesting question, namely -would it be wis e to provide the sup-
plier with an alternate means of communicating his ideas to the Procure-
m e nt Manager provided it does not disturb or interfere with the relation-
ship between the supplier and the buyer? Essentially, the problem is to 
determine whether or not information, such as compon ents usage records 
23This might be one of the far reaching effects of s i ngle sourcing 
and directed procurement. It is the author 1 s opinion, based upon per-
sonal observations, that when a buyer is dealing with a single source he 
cannot exercise the normal perogatives of a buyer, but he can when he is 
dealing with a supplier of standard or shelf items. Faced with a large 
amount of directed procurement the buyer seldom has the opportunity to 
exert himself, thus he takes out all of his frustrations on the supplier 
of catalog or shelf items. Under such conditions, it is understandable 
why buyers generally are not receptive to suggestions from suppliers. 
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and projected requirements, can be made available to assist suppliers 
in planning their inventories. Any planning that can be accomplished will 
benefit Raytheon- Wayland as well as its suppliers. 
Specials 
This topic concerns suppliers of standard or shelf items. 
It is the practice at Raytheon- Wayland to encourage design engineers 
to use standard parts in the design of equipments. Deviations are justified 
only when a standard part, in the opinion of the engineer and his superior, 
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does not suit functional or contractual requirements. Essentially, this 
policy gives the design engineer a considerable amount of freedom in 
selecting parts. 
In the recent past, however, management authorized a revision to 
this policy for the Mauler Project, one. of Raytheon's major weapons sys-
tems programs. The revised policy, which limits the design engineer ' s 
freedom to select nonstandard parts probably will be extended to other 
programs, thus it has the potential to replace the present policy completely. 
For this reason a directive from the Mauler Systems Organization regard-
ing the selection of standard and nonstandard parts is quoted in part: 
Use of Standard Parts: The responsibility for 
selecting standard parts for application i n Mauler 
units rests with the designer of the affected equip-
ment. Except as otherwise stated here, standard 
parts will be used in preference to all others when 
24Raytheon Company, Equipment Division, Standards Manual-De sign 
(Wayland, Mass.: Raytheon Com pany, January 1959) , I, 1 . 
a part capable of performing the function re-
quired is listed in the Mauler Standards Manua1. 25 
Use of Nonstandard Parts: Any part which is 
not listed in the Mauler Standards Manual is 
considered nonstandard and requires written 
approval of the cognizant Radar Systems Manager, 
MSO Systems Interpretation Manager and Systems 
Quality Assf[ance Manager prior to use in the 
equipment. 
Five out of 12 suppliers interviewed who furnish standard or 
catalog items commented about Raytheon-Wayland 1 s practice of re-
questing special changes to standard or catalog items: 
Buyers often make changes to standard parts; 
these variations kill time and us. Most changes 
are not necessary in my opinion; but we give you 
what you ask for. This is costly business. (S2A) 
A problem that we do have with Wayland is when 
they stray from standards • • • (S9} 
Suppliers usually are amazed at the liberty your 
engineers have to select parts. You should make 
better use of your components engineers. Ray-
theon allows its engineers to enjoy greater free-
dom in this respect than most companies. I 
don 1 t think that is a good idea. It can be very 
costly . It is my opinion and the opinion of 
others, that your engineers over-detail some 
prints. Also, some of the changes you make to 
standard parts appear unnecessary. (SlO) 
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25Raytheon Company, Equipment Division, Standards Manual-Mauler 
(Wayland, Mass.: Raytheon Company, March, 1963), Directive No. 190, p.l. 
26Ibid., p. 2. 
Now the problem that arises with research and 
development houses is that you request specials 
in a very short period of time. This is most 
difficult to accomplish because the manufacturer 
must break into production runs. He won 1 t do 
it if it is going to cost money. You people just 
do not allow sufficient lead time on nonstandard 
items. (SIS) 
A buyer of standard and catalog items agree: 
There are too many variations to standard shelf 
items. These changes cost us too much money; 
I don 1 t understand the reasons. The suppliers 
question why we must have these changes. They 
claim that Raytheon is unique in asking for these 
things. Changes to standard items are very 
troublesome to suppliers and they cost a lot. 
(BB) 
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Comments such as: "These variations :to standard parts kill time 
. 
and us" and ''The problem that we have with Wayland is when they stray 
from standards, "appear to indicate that suppliers are annoyed by requests 
for changes to standard or catalog items. They seem to realize that re-
quests of this type result from the spe cia! requirements of engineering 
development work; they wonder, however, about the validity of many 
requests. Suppliers also claim that Raytheon- Wayland's frequency of 
requests is conside x:ably higher than other companies engaged in similar 
work; there is, however, no evidence readily available to document this 
claim. 
Suppliers generally feel that many of the requested changes are not 
only very expensive to Raytheon, but unnecessary. They wonder why engl .. 
neers do not have to justify requests to change standard or catalog items. 
Suppliers think that Raytheon- Wayland should make maximum use of 
suppliers' knowledge. They claim that if they know why something is 
needed they can provide a valuable service by suggesting alternate or 
better items. 
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It should be recognized that suppliers will have a tendency to inflate 
the importance of this topic because, ideally, they would like to pick an 
item off the shelf and deliver it without making changes. Raytheon-
Wayland also would like to minimize the use of nonstandard parts; they 
appear to be gradually moving in that direction as evidenced by the Mauler 
directive quoted previously. 
The problem is: Should all requests for nonstandard parts be re-
viewed prior to procurement to avoid costly specials from creeping into 
the finished equipment? 
Delivery Time 
A Gantt Chart system of scheduling is the planning tool that primarily 
27 
is used to schedule engineering projects at Raytheon- Wayland; the 
PERT
28 
system of scheduling gradually is being introduced on major 
projects. There is no policy or procedure that deals specifically with 
delivery time; the dates material should be ordered and the required delivery 
dates are plotted on Gantt Chart-type schedules. Performance is reviewed 
on dates established at the beginning of each project. 
27 Raytheon Company, Surface Radar and Navigation Operation, 
op. cit., I, sec, Fl. 052, 1. 
28 Program Evaluation and Review Technique . A management tool 
developed by the U.S. Navy for planning and evaluating progress in the 
development of complex weapon systems. 
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Nine suppliers out of 27 interviewed commented about delivery time. 
Typical comments were: 
It would be helpful if you people gave us a realistic 
delivery date. How to do this is like trying to keep 
people hone st. (SZA) 
A bad practice is to request delivery a few months 
away and then call a few days later inquiring about 
the whereabouts of the order. (S2B) 
There always appears to be a lack of delivery time 
for your orders. We don ' t mind and we try to do 
our best, but we know that you can give us more 
time. (S4) 
One of the more serious problems we have is that 
you need everything tomorrow. We do the best 
we can, but delivery dates often are very un-
reasonable. (Sll) 
Out biggest problem is on your proposals .. the 
hot jobs. We never have sufficient time to do our 
part of the job . Engineering at Wayland uses up 
all the time and as a result the amount of time we 
can spend on the job is limited. This means high 
costs because overtime must be used to get the 
job done on time. Everything is done in the most 
inefficient manner. (Sl3) 
There is in your engineering groups a lack of 
knowledge regarding the amount of time that is 
required to produce a spe cia! item. One of the 
best ways to correct this is to have your people 
visit our facility , just as you have done. In 
this way they can actually see what must be done 
to deliver on time. {Sl9) 
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Delivery time was a favorite topic with buyers; 7 out of 7 buyers 
interviewed expressed several views: 
It' s hard to get quotes in on time . . . trouble 
is that when we give them insufficient time the 
supplier will not bid. (BC) 
Suppliers quote unrealistic delivery dates in 
order to get the job, then they hope for change 
orders to elongate the schedule, but quoted 
deliveries are not too trouble some • • • penalty 
clauses are resented by suppliers. They might 
accept them if accompanied by an incentive of 
some kind. Many oi the delivery dates we re-
quest are unreasonable. (BD) 
Delivery problems for catalog or shelf items 
clearly is the supplier 1 s fault; although per-
haps we have talked him into - or encouraged 
him - to take the order. With specials, i.e., 
our specifications and drawings - the supplier 
frequently gets into trouble. Plainly, he know-
ingly underestimates the time to do the job just 
to get the order. They also underestimate the 
technical difficulties involved, but we have a 
large part in this. Things get off on the wrong 
foot. (BF) 
We ought to get suppliers to expedite their own 
orders. They should periodically confirm long 
term delivery dates. (BE) 
There are so many rush orders that are not 
legitimate that we lose the incentive to do a 
good job. Suppliers get the impression that we 
are crying wolf. (BE) 
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The high level of response by buyers and both groups of suppliers 
is indicative of the concern all parties have toward the problem of deliv-
eries. This is understandable because the lack of sufficient time to meet 
delivery dates subsequ ently results in problems relating t o poor quality, 
high costs and strained relations between buyer and seller. But delivery 
time is a very old problem that has been discussed many times by both 
buyer and seller. Buyers complain about suppliers' delivery performance, 
but among themselves they agree that an overwhelming majority of the 
difficulties stem from the fact that initially they forced the supplier to 
accept an unreasonable delivery date. Thus, buyers often feel that they 
cannot honestly criticize suppliers for poor performance if they were pres-
sured into accepting the delivery dates • . 
The problems are: (1) to determine the frequency of unreas onable 
delivery dates and (2) to identify the causes for unreasonable dates, i. e . , 
"Is the Gantt .. Chart System of scheduling inadequate?" and "Are schedule 
slips being made -u,p by reducing the amount of time allocated for procure-
ment?" Questions of this type indicate that a comprehensive s tudy may be 
required to gain a thorough understanding of the problems. 
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V. COMMUNICATIONS AND RAPPORT 
This topic is concerned with the problems both groups of suppliers, 
buyers and requisitioners have in communicating and establishing rapport. 
The following types of comments were made by 10 out of 27 suppliers 
who were interviewed: 
Raytheon does not have a good working relationship 
within its organization. Information from the engi-
neering facility at Wayland does not get to the pro-
duction facility at North Dighton. I know by the types 
of orders that I get from the Purchasing Department 
at the North Dighton plant. (Sl3) 
Then there is the matter of changes that take place 
after we get the order. It might be as late as 1:00 
A.M. and the requisitioner wants to make a change. 
Should we do it without Purchasing's permission? 
Who has the authority to make changes in the ab-
sence of a Purchasing representative? There al-
ways is quibbling about costs when this occurs. 
Purchasing refuses to authorize payment for changes 
that do not flow through them. We understand all 
this, but again, we are caught smack in the middle 
. . • we do not know from whom we should take 
orders . • . from the Purchasing Department or 
from the requisitioner. Naturally, a great deal 
of confusion results because we try to keep 
everyone happy. (Sl3) 
You should have your engineering people get to-
gether with machine shop people to obtain their 
advice. It is obvious from many of the designs 
that come out of engineering that shop people 
were not consulted. (Sl8) 
There should be a clear understanding of who owns 
tooling and patterns. Identity of ownership should 
be clearly established. (S20) 
Raytheon hasn 1 t told people what is going on, i.e., 
who is doing what. You people change so fast that 
we can't keep up with you. (SS) 
We can't understand why we sell to one plant 
within Raytheon and not to others. We did a lot 
of business with Waltham Plant, and then it died 
out. We can't understand why this happens. It 
is a mystery to us. (Sll) 
It would be very helpful if we knew who to contact 
in each location. There are so many changes that 
it is difficult to know where to call. If we had a 
list of people in each location who are concerned 
with our product a lot of time can be saved. Sup-
pliers should be kept up to date. (S20) 
It would be a good idea if you would send us the 
results of your surveys. We were reviewed by 
Quality Assurance and Purchasing, but we were 
not informed of the results of the study. (S21) 
Getting information to people who can use it is 
a problem at Raytheon. (Sl 0) 
The more information you people give us, the 
better we will be able to service you. (Sl2) 
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Five out of 7 buyers interviewed mentioned the difficulties that result 
from inadequate communications. Typical comments are: 
Suppliers get to know engineers in the laboratory 
and tend to bypass Purchasing and contact engi-
neers directly. Consequently, unknown to us, 
deliveries can be late; the burden then is trans-
ferred to Purchasing to get them out of trouble. 
Very often quotes are sent to Engineering. (BE) 
Pre-negotiation is a problem. Suppliers should 
know better. The thing to do is to educate the 
supplier. (BA) 
By the time the requisition reaches here there 
is insufficient time to get competitive bids. The 
order is pre-negotiated and the buyer, therefore, 
has little interest in follow-up since he is not 
responsible. When the supplier knows he is a 
single source you cannot pressure him. (BD) 
New suppliers fail to get a bread picture of 
Raytheon and an understanding of what is done 
at each location. The organization structure of 
the company and the product responsibility at 
some locations change so often that suppliers 
become confused because they are not kept up 
to date . • . Some suppliers who come from 
great distances ask: How do you go about get-
ting Raytheon business? They have a miscon-
ception that our purchasing volume is so great 
that the suppliers 1 distance from Wayland is 
not important to us. (BF) 
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Both groups of suppliers appear to be puzzled by Raytheon- Wayland 1 s 
lack of communications - both internal and external. This lack of com-
munications and rapport often manifests itself in the confusion that arises 
from conflicting instructions, 29 duplication of effort and violations of con-
tractual obligations. Suppliers frequently experience situations that can be 
described best by that trite cliche, "The right hand doesn't know what the 
left hand is doing. " For example, it is obvious to suppliers that the Pur-
chasing Department at Wayland's production facility , the North Dighton 
29For an example of conflicting instructions see comment made 
by supplier Sl3, p. 43. 
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plant, often issues orders for items without the benefit of the procurement 
history of the item that is compiled by buyers at Wayland. This happens 
because there is no formal procedure for transmitting purchasing data 
from the engineering facility at Wayland to the production facility at 
North Dighton. 
There also are instances when suppliers, without the knowledge of 
. 30 Purchasing, initially receive their instructions from the requis1tioner; 
but these instructions are changed later when Purchasing assumes respon-
sibility for the order and attempts to formalize it in accordance with good 
business practices. Many of the ills that result from this type of pre-
negotiated order appear to be attributable more to a breakdown in com-
munications than to a willful violation of policy. 
Suppliers also feel that they are not informed of changes in organiza-
tion or product responsibility that may effect the way they sell to Raytheon. 
For example, the Sudbury Laboratory which once housed the Airborne 
Equipment Center was transferred to another division and is presently 
engaged in work on the Polaris Program. Buyers substantiate this claim; 
they are unable to alleviate the problem, however, because the things that 
are unclear to suppliers also are a mystery to them. 
Both buyers and sellers agree that enough information is not getting 
to the people that need it. This problem is not confined to Raytheon-Wayland 
and its suppliers, however. Many purchasing departments have similar 
3 0This practice, which is a violation of policy, is termed "pre-
negotiation. 11 
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problems, some of them attempt to solve it through supplier seminars, 
plant tours and personal visits. A few of them are using supplier rela-
31 
tions publications. This type of literature ranges from simple facility 
maps to 36 page booklets explaining procurement policies and overall 
corporate activities. The underlying philosophy is that suppliers who 
understand the organization and its rules will be better suppliers. A 
similar publication may help to solve Raytheon-Wayland's communications 
problem, both internal and external. Or perhaps the Engineering Famil-
32 
iarization Manual, a publication that provides newly hired personnel 
with a description of the activities and responsibilities of each department 
at Wayland Laboratory, can be expanded to do the job internally. 
3111Tell Your Story to Suppliers, 11 Electronics Procurement, 
October, 1963, p. 24. 
32Raytheon Company, Surface Radar and Navigation Operations, 
Wayland Laboratory, (Wayland, Mass.: Raytheon Company, 1962). 
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VI. A POTPOURRl OF COMMENTS 
Manufacturers Representatives 
One manufacturers representative asked: "Say, what does the 
Procurement Manager think of manufacturers representatives? Some-
times I get the feeling that he doesn 1 t go for us in a big way. 11 This com-
ment tends to indicate that manufacturers representatives feel that Raytheon-
Wayland does not regard them as highly as other suppliers. Buyers do not 
hesitate to confirm this suspicion as evidenced by the following comment, 
which is typical of those made by 4 buyers who voiced dissatisfaction 
with this type of supplier: 
There is a lack of communications with some 
suppliers, particularly manufacturers repre-
sentatives. Representatives leave you hanging 
after the order is placed. There is no follow 
through. There usually is insufficient help within 
their organization. People are not trained to 
handle inquiries, e. g. teleph one answering ser-
vice. It is extremely difficult to contact a manu-
facturers representative. He is. aly.rays on the 
road. Also, he always pushes the line that 
makes money for him. You are out of luck if 
you are purchasing one of his unprofitable 
lines. (BA) 
The problem that buyers have with manufacturers representatives 
are summarized in the above comment. The fact that such problems exist 
was not denied by manufactuers representatives during the interviews. The 
important point here is that manufacturers representatives have not been 
given a frank accotinting of the problems that buyers have in dealing with 
them. The question quoted above tends to support this view. A meeting 
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between Purchasing Department personnel and key manufacturers repre-
sentatives might be a good way to start resolving some of the differences 
that exist between both groups. 
Prints and Specifications 
The prints and specifications that accompany purchase orders appear 
to be troublesome to both suppliers of custom engineered products and sup-
pliers of standard or catalog items. Nine out of 21 suppliers who deal with 
prints and specifications commented about the need for improvement in 
this area. Typical comments were: 
There is a lack of coordination within your com-
pany regarding specifications. The same item 
often comes to us under different specification 
numbers. There is a duplication of prints. (Sl9) 
The reduced size of prints being used causes us 
nothing but trouble. (S25) 
A very annoying and sometimes a very serious 
problem is that the terminology on your speci-
fications are very vague. This vague terminology 
appears to be something to satisfy the customer. 
Your specifications should clearly specify the tests 
to be performed: life, quality and environmental 
requirements. This is to your advantage too be-
cause then you will know what you are getting. The 
electrical specifications are quite good, but the 
test requirements and interpretations of MIL-
specs are too vague. (S28) 
You people tend to over-spec and consequently 
overprice everything. You are poor in this 
respect. R. C. A. and I. T. T. , on the other hand, 
are excellent. (S21) 
We do have a problem with the new print format. 
The old type assembly print always had the list 
of detail prints on the drawing. Now it is a sepa-
sheet. But what is worse is that the separte list 
gives no indication whether or not an additional 
print is called out. This realy is a pain-in-the-
neck to us. (S7) 
Specification always are a problem, especially 
your old ones that have not been brought up to 
date . You order a part the manufacturer has 
changed. We inform you of this , but you insist 
on t h-e original design. Your buyers do not go 
back to the engineers and attempt to explain this 
to them. Also, in the same area, when the engi-
neer does sign off a deviation on a Material Rejec-
tion Report, these accepted changes are not 
incorporated in your specifications; i.e., your 
specifications are not kept up to date. (S12) 
We have the job of identifying the customers 
part number with the commercial part number. 
If the buyer knows what he is doing there is no 
problem. (S3) · 
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Three out of 7 buyers interviewed confirmed suppliers 1 comments 
regarding prints and specifications. Typical comments were: 
Very often there is missing information on 
prints and requirements are unknown. The 
supplier is requested to work from sketches 
and unchecked drawings. (BD) 
Our specifications are inadequate because they 
are loosely written, i.e., there is more than 
one valid interpretation of requirements. How .. 
ever, when the supplier is in doubt he should 
check with .the buyer for the proper interpreta-
tion of the specification. (BF) 
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The above comments and specific expressions such as: " The reduced 
size of prints cause us nothing but trouble j 11 11A very annoying and some-
times serious problem is . ... , 11 " This really is a pain-in-the-neck to 
us, 11 indicate that both groups of suppliers are very irritated about the 
problems they encounter with prints and specifications . This is because 
the difficulties they experience with terminology, reduced size of prints, 
specification numbers and vagueness of test requirements are things that 
prevent them from getting the job done. The delays that are involved in 
resolving print and specification problems mean lost time~ and t ime is 
money to the supplier. Buyers ' comments clearly establish the validity 
of suppliers 1 complaints. 
The variety of complaints uncovered by this study suggest that fur-
ther inquiry is de sir able to obtain a thorough understanding of the sub-
je ct prior to: (1) any attempt to identify the problem areas and (2) any 
attempt to decide subsequently on a course of action. 
Inspection and Rejected Material 
Approximately 80 '7o of all purchased material is inspected to deter-
mine if the supplier has complied with purchase prints or specifications 
or to other requirements outlined in the test of the purchase order. 
Four out of 27 suppliers interviewed commented about the problems 
they encounter with Raytheon-Wayland ' s inspection procedure. 
Inspection at Wayland is a problem and they 
a re unique in this respect. They seem to find 
a g reat deal of fault with unimportant things . 
For example , everything we send you must be 
very well protected. We don ' t mind too m u ch, 
but I hardly think it is necessary. No other firm 
or part of Raytneon makes us wrap material in 
the manner that we do for Wayland. Inspection 
is a big problem. We have more credits33 for 
Wayland than for any other customer. This is 
the result of material rejected for unimportant 
reasons. Personally, I think you people are 
wasting your money as well as ours. These 
credits must be a burden to your accounting 
department. (S9) 
It would be helpful if you did not bill us back 
immediately for rejected material. Sometimes 
we deliver a piece of equipment and it must be 
returned to us for adjustment. I don 1 t see any 
sense in your billing us. It just creates a lot 
of paperwork on both ends . (S26) 
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Suppliers of both groups who commented about inspection and rejected 
material do not appear to be dissatisfied with the quality of Raytheon-
Wayland ' s inspection from a technical viewpoint; they are critical, however , 
of some of the ancillary aspects of inspection, namely - administrative 
procedures. For example, a supplier of test equipment stated that o c -
casionally it is necessary to return a piece of equipment for a very minor 
adjustment that might take just one day. Present procedures call f or billing 
back the supplier, but in a situation like this the equipment has been returned 
before Raytheon- Wayland can complete the paper work. A supplier of raw 
material complained that Raytheon- Wayland forces them to wrap bar stock 
whose surface will be machined. Thus , it is easy to see how burdensome 
33 The cost of material rejected by the Inspection Department 
is billed back to the supplier imme diately. 
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administrative procedures can result in confusion and high operating costs 
to the supplier as well as Raytheon- Wayland. There is no serious prob-
lem here, but it might be advantageous to carefully consider each supplier's 
suggestion for administrative improvement. 
Non-Contractual Considerations 
Raytheon's requirement for standards of conduct for all Purchasing 
Department personnel is quoted in part: 
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It is Raytheon's policy to require its employees 
to exercise the highest level of integrity in their 
dealings with suppliers. Purchasing personnel, 
in keeping with their responsibility in spending 
the Company' s money, must demonstrate ex-
traordinary care that their actions are consistent 
with the highest ethical standards. It is expected 
that they will constantly be aware of their position 
of trust and will always conduct themselves in a 
manner c onsistent with good business practice 
and the best interests of the Company. The ac-
ceptance of entertainment or gifts or money or 
the acceptance of loans of objects or money from 
one who seeks or participates in business dealings 
with Raytheon is prohibited. Any violation of this 
requirement will result in discharge. 34 
There are occasions when it is proper, in the 
interest of building business relations, to meet 
with suppliers and their representatives outside 
of business hours. Under such circumstances, 
assuming part or all of a reasonable expense 
for such meetings will be accepted as a charge 
Raytheon Company, op. cit., sec. 11-201, p.l. 
against departmental expense and considered 
as part of our cost of doing business . The 
questions of when it is "proper" and what is 
''reasonable 11 must be answered by the individual ' s 
judgment and conscience. Certainly we may and 
do expect him to conduct himself with careful 
judgment and full recognition of the necessity for 
complete moral integrity in these relationships. 35 
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Suppliers did not discuss gifts , entertainment or other non-contractual 
c on siderations J 3 buyers broached the subject, however; all comments are 
reported below: 
I don 1 t know if you want to get into the area of 
(pause), of gratuities . (long pause) But I don ' t 
think there is too much of that. It ' s not very 
important. Some guys want their dinners - or 
no order . That ' s a fact. Whether or not a sup-
plier gets an order sometimes is dependent upon 
if he buys the b,uyer a dinner . Not too significant. 
I know a case where a .buyer calls a supplier and 
tells him he is going to be in town on a certain 
night, the implication being wine and women. 
Suppliers get tee 1 d off. They expect a certain 
amount of things like lunches and ball game 
tickets, but they don ' t like to go to e x tremes. 
Most companies have money in their marketing 
budget for this sort of thing. (BA) 
There is a great deal of pressure by Engineering 
f or certain suppliers. These reasons appear 
to be non-technical • • .. (BG) 
35Ibid. 
When you are a key man in the organization 
you are not in a position to see the extent 
of non-contractual considerations. (BF) 
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The subject of non-contractual considerations is a very sensitive 
one; the mere mention of the subject immediately places people on the de-
fensive. It was the author's opinion that this subject, which is both delicate 
and explosive at the same time, should not be pursued in the study because 
an honest and frank discussion of the subject primarily depends upon the 
relationship that the interviewer establishes with the respondent. 
One of the objectives of this study was to lay the groundwork for 
further developing with suppliers a relationship that is based on mutual 
trust and understanding. It was felt that this objective could not be achieved 
if we were led astray by the more controversial aspects of doing business. 
Consequently, at no time did the interviewer approach, or even hint at, 
the subject of non-contractural considerations. The comments made by 
the 3 buyers out of 7 that were interviewed were voluntary, spontaneous 
and completely unsolicited; the absence of comments by suppliers is under-
standable since they fear the revenge that may be taken against them. 
The lack of detail in the buyers' comments renders the information 
useless for developing a specific case; what is more significant, however, 
is the apparent willingness of the buyers to discuss the subject. The nature 
of the comments strongly suggests that the interviewer has established 
rapport and confidence with the respondents. Management may wish to 
take advantage of this relationship if they decide to explore this subject 
further. 
The following quote may be helpful to management in deciding a 
course of action: 
The graft or gratuity question is one which has 
plagued business from time immemorial. Yet 
it cannot be solved unless the buying firm is 
somehow made aware of the untoward situation 
of the small seller. The latter, insecure in his 
position, often is unwilling to notify the manage-
ment of his large buyer lest reprisal be taken 
against him. Clearly, however, joint action by 
both buyer and seller is necessary if the graft 
or gratuity practice is to be abolished. Large 
scale management doesn 1 t benefit and, indeed, 
possibly suffers from the practice, while small 
scale management would be better off if com-
petitors could not gain an edge by such practices. 
The solution to the problem would seem to re-
quire some method of communication between 
buyer and seller which would not result in harm 
to the seller. What is needed is the willingness 
of the seller to notify the buyer, and the assis-
tance of some agency within the organization of 
the buyer or within an organization to which the 
buyer has access so that the communication can 
be successfully consummated. Undoubtedly, 
different buyers would want to develop different 
ways of securing this information, but the or-
ganizational or administrative structure to 
receive such information can easily be developed 
without taking on the aspects of a business Gestapo.36 
36samuel Paul, Small Sellers and Large Buyers in American 
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Industry, A Study Conducted under the Small Business Administration 
Management Research Grant Program, Prepared by the Business Research 
Center, College of Business Administration, Syracuse University (Syracuse, 
N. Y.: Syracuse University, 1961) , p.l. 
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Vll. SUMMARY 
The primary objectives of the study were to determine the type of 
relationship that exists between Raytheon- Wayland and its suppliers and 
to identify problem areas. These objectives were achieved. 
On the whole, Raytheon-Wayland has good relations with suppliers 
of standard or shelf items; relations with suppliers of custom engineered 
products, however, appear to be less favorable. 
Although many suppliers of standard or shelf items mentioned that 
relations were "good", some took the time to describe problems they 
have in selling to Raytheon-Wayland. Examples of such problems are: 
1. The lack of information regarding anticipated usage of 
stock items. 
2. Buyers 1 apathy toward suggestions from suppliers. 
3. Numerous requests to make physical changes to standard 
or catalog items (specials). 
4. Difficulties with prints and specifications. 
5. Lack of delivery time. 
6. Discontent with the method of awarding Company-wide 
agreements. 
The unfavorable relationship with suppliers of custom engineered 
products seems to stem primarily from dissatisfaction with Raytheon-
Wayland's competitive bidding practices. Suppliers had very strong 
feelings about competitive bidding practices as evidenced by: (1) the 
unanimity of opinions expressed in comments that generally were un-
solicited and (2) their eagerness to discuss the subject in detail. 
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Fourteen out of 21 suppliers who participate in competitive bidding 
voiced negative opinions about some aspect of Raytheon-Wayland's bidding 
practices. The following is a summary of problem areas: 
1. Raytheon- Wayland misuses the Request for Quotation to 
obtain de sign information, free engineering and free 
estimating, 
2. Raytheon- Wayland permits the in-house supplier to match-
bid when competing with outside suppliers, 
3. Raytheon- Wayland encourages suppliers to participate in 
the development of expensive prototypes when it is known 
at the time requests for quotes are issued that the production 
run will be awarded to the in-house supplier. 
The secondary objective of the study was to attempt to gain the con-
fidence of suppliers and to lay the groundwork for future studies. This 
objective also was achieved. Excellent cooperation was received from all 
suppliers who participated in the study; even where relations between 
Raytheon- Wayland and a supplier have deteriorated the supplier appeared 
eager to resolve problem areas so that mutually respectful relations can 
be re-established. The supplier's favorable attitude indicates that problems 
uncovered in this study can be developed more thoroughly by individual 
follow-up studies. 
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It should be kept in mind that Raytheon, because of its size, the 
diversity of its products, and the nature of its government business, has 
more experience in dealing with operating problems than many of its 
suppliers who usually are considerably smaller in size and less complicated 
in operation. It is probable, therefore, that Raytheon- Wayland will be less 
critical than its suppliers in evaluating the problems presented in this study. 
In essence, the severity of problems, to some extent, depends upon how 
one looks at them. Be that as it may, it is not unreasonable to expect a 
certain amount of complaints, problems and unfavorable relations to result 
from the daily routines of business transactions. 
The findings of this study are not adequate to warrant corrective 
action by management. Relationships and attitudes have been determined 
and problem areas have been uncovered; but refined conclusions are not 
possible until a comprehensive follow up study is made of each major prob-
lem area. 
As mentioned in the introduction to this report recommendations for 
corrective action are considered to be beyond the scope and discipline of 
the study. However, a few general suggestions for further study are 
offered: 
1. The complaints and suggestions made by suppliers who 
participated in the study should be investigated and, if 
possible, the results should be communicated to suppliers. 
This will prove to suppliers that Raytheon- Wayland is 
sincere in its attempt to maintain good relations. 
2. Explore the different methods that can be developed to 
give suppliers the opportunity to know Raytheon- Wayland 
better. One oi the best ways to accomplish this is to 
have buyers visit suppliers so that they can discuss prob-
lems and suggestions for improvements. Such visits 
should be planned as part of a buyer's job and perform-
60 
ance should be measured to prevent visits from deteriorating 
into purely social calls . 
3. Considerations should be given to telling suppliers the 
reasons for issuing Requests for Quotations. For example, 
are quotations requested: (1) because there is an intent 
to buy or (2) for estimating and pricing only or (3) for 
engineering analysis? 
4. The practice which permits the in-house supplier to match .. 
bid when competing with outside suppliers should be re-
viewed for possible violations of company policy. 
5. Consideration should be given to notifying unsuccessful 
bidders, or at least the unsuccessful bidders who spend a 
great deal of time, money and effort in the preparation of 
bids. 
6. Determine whether or not usage records and projected 
requirements for standard items can be made available 
to distributors and other suppliers who plan their inventories 
to accommodate Raytheon's needs. 
7. An evaluation should be made of the advantage of develop-
ing a procedure for transmitting purchasing data from the 
engineering facility at Wayland to the production facility 
at North Dighton. 
8. Determine the feasibility of having Components Engineer-
ing review requests for nonstandard parts prior to pro-
curement. 
9. Determine the desirability of conducting comprehensive 
follow up studies in each of the following areas: 
a. Company-wide Agreements 
b. Competitive Bidding 
c. Planning Purchases 
d. Purchasing Communications-Internal and External 
e. Adequacy of Prints and Specifications 
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f. The role of non-contractual considerations in Purchasing. 
APPENDIX-A 
INFORMAL INVESTIGATION 
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The purpose of the informal investigation was to develop an adequate 
background for the planning and execution of the study by obtaining all the 
information possible about the environment in which the study was to be 
made. It was hoped that this approach would avoid a duplication of effort 
and mistakes that might otherwise be made. 
The general nature of the objectives of the study ruled out the use of 
an organized questionnaire for the informal investigation. Interviews with 
2 salesmen, 2 manufacturers representatives, 2 buyers, the Assistant 
Purchasing Agent, a psychologist and the author's thesis advisor were 
conducted informally to gain a better feel for the types of problems that 
would be encountered and to obtain important ideas or clues to the general 
approach that should be taken in the study. A search of published material 
available in libraries, trade papers and government publications indicated 
that formal work in this area was severely limited. 
The buyers and the Assistant Purchasing Agent generally felt that it 
would be difficult to get suppliers to reveal their true feelings. The nature 
of the discussions suggested that salesmen may not be the best source for 
information since there might be a tendency for them to rationalize their 
shortcomings rather than convey information that represents genuine prob-
lem areas in selling to Raytheon. It was decided, therefore, to include sales 
managers and key executives as well as salesmen and manufacturers repre-
sentatives in the main study. 
63 
Spontaneous interviews
37 
with salesmen and manufacturers repre-
sentatives revealed a willingness to cooperate in this type of study. Inter-
viewees appeared both surprised and confused by the intent to undertake 
such a program and this probably was because none had experience in 
participating in, or had knowledge of, a similar study. This was some-
thing new. The objectives of the study were explained fully to the inter-
viewees, but the quizzical expressions on their faces revealed that they 
were suspicious of hidden motives. It was obvious that suppliers needed 
assurance that their comments would not be used against them. 
The author's the sis advisor remarked that a questionnaire type of 
survey would give only a surface reaction and that it might be a good idea 
to conduct several depth interviews in parallel with the questionnaire, if 
one was used. A psychologist at the Raytheon Company who has had con-
siderable experience in conducting attitude surveys not only corroborated 
this view, but went further and stated that, in his opinion, a questionnaire 
would not reveal anything of significance. It was suggested that depth inter-
views be used exclusively. Be that as it may, the possibility of using a 
questionnaire was not discarded until an attempt was made to prepare one 
that could be pre-tested with small groups of suppliers. The testing stage 
never was reached, however. Difficulties in developing the questionnaire 
were encountered almost immediately. It became apparent that the study 
3 7Respondents had no advance notice of interviews. They were 
randomly selected from a list of principal suppliers who call regularly 
on the Purchasing Department. 
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did not lend itself to a questionnaire survey. The objectives were too 
broad. What questions should be asked? What are the special areas of 
interest? There were no specific answers to these questions; we were not 
looking for anything specific, and as a matter of fact, we did not know 
what we were looking for and would not know until we came face to face 
with it. We wanted to obtain information, some of it confidential, that 
would help us determine relationships and identify problem areas. The 
success of the study obviously depended upon the ability to create an at-
mosphere conducive to a free expression of information, attitudes, prob-
lems and ideas. A carefully planned and executed non-directive type 
interview appeared to be the means of accomplishing this; the inflexible 
questionnaire was not. 
After the depth interview was established as the survey method it was 
decided that a similar study would be conducted amongst buyers. The ob-
jective was to compare the results, i.e., compare the results of interview-
ing both the buyers and sellers to determine similarities or dis-similarities 
in the attitude and goals that each has in dealing with each other. 
The informal investigation resulted in the following conclusions: 
1. Although they were suspicious, suppliers appeared willing 
to participate in the study. 
2. Respondents (suppliers) should include sales managers and 
key executives as well .as salesmen and manufactuers 
representatives. 
3. Suppliers and buyers will be reluctant to mention things 
they think you do not want to hear. Consequently, it 
will be necessary to establish rapport with the respondents 
to get the required information. 
4. Respondents will n ot want to jeopardize their relations 
with Raytheon; they require assurance that their comments 
will not be used against them. 
5. Rapport can be achieved best by a non-directive type 
interviews. 
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A PPENDI X-B 
SELECTING THE SAMP LE 
Suppliers 
The selection of the sample was the result of an analysis of the 
1962 activity of the Wayland Purchasing Department. 
The procurement effort at Wayland was broken down into 4 product 
buying group s: Electrical - Standard - Mechanical - Subcontracting. The 
volume of each group is shown in Table 2. During 1962 the department 
placed 25, 404 p u rchase orders valued at $8 , 059, 364, with approximately 
2, 000 s uppliers. Non - Raytheon supp liers (hereafter referred to as out .. 
side suppliers) receive d 24,643 orders valued at $5,443,734 . 
PRODUCT 
BUY ING GROUP 
ELECTR ICA L 
STANDARD 
MECHAN ICA L 
SU BCONTRACT lNG 
TOTAL 
TABLE 2 
RAY T HEON - WAY L AND PURCHAS ING ACT IV ITY - 196 2 
OUTSIDE SUPP LI ER ONLY 
NUMBER OF % ,OF DO L LAR VA LUE OF 
PURCHASE ORDERS T OTAL PURCHASE ORDERS 
7, 703 42 1, 035 , 072 
8, 140 44 692, 763 
1,317 7 373 ,854 
1, 370 7 3, 271,4 14 
18,530 100 5, 373 , 103 
% OF 
TOTAL 
19 
13 
7 
61 
100 
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The following criteria was established prior to selecting the sample: 
1. Representativeness: The suppliers included in the sample 
should represent all major product types purchased by 
Raytheon- Wayland. The type of distribution method also 
should be represented, i.e., salesmen, manufacturers 
representatives and distributors. 
2. Proportionality: The various types of purchases should be 
represented in the sample in roughly the same frequency 
and dollar proportion as they appear in the actual procure-
ment effort. 
3. Bias: The sample should include suppliers whose business 
volume has declined for reasons other than lack of need by 
Raytheon and suppliers who otherwise have not been too suc-
cessful in selling to Raytheon- Wayland. 
4. Size: The minimum number of suppliers to be included in the 
sample shall be that number required to satisfy criteria 1 to 3. 
The maximum number shall be that number of suppliers that 
can be satisfactorily interviewed within the time limitation 
of 17 working days. 
The first step in developing the sample was to consult the Supervisors 
of each product group and with their help the broad product area was sub-
divided as shown in Chart 2. The next step was to compile a list of sup-
pliers for each subdivision. When this was done the activity register was 
consulted to determine the most active suppliers in each subgroup (See 
Table 3). These suppliers formed the major part of the sample. 
1. 
2. 
1. 
2. 
3. 
4. 
PURCHASING 
RAYTHEON - WAYLAND 
ELECTRICAL ITEMS MECHANICAL ITEMS 
ELECTRICAL AND 1. GENERAL MACHINE 
ELECTRONIC WORK 
COMPONENTS 2. MICROWAVE 
ELECTRICAL AND 3. CASTINGS AND 
ELECTRONIC UNITS PATTERNS 
STANDAR D ITEMS SUBCONTRACTING 
ALL CATAL OG ITEMS 1. RESEARCH AND 
EXCEPT ELECTRICAL , .. DEVEL OPMENT WORK 
RAW MATERIAL 2. HIGH DOLLAR VALUE 
PRINTING EQUIPM ENT 
GENERAL SERVICES 3. ENGIN EERING SERVICES 
4. CONSTRUCTION 
CHART 2. --0RGANIZATION OF PURCHASING BY 
PRODUCT CLASS, RAYTHEON - WAYLAND 
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TABLE 3 
ELECTRICAL GROUP STANDARD GROUP 
1962 PURCHASES 1962 PURCHASES 
ITEM ITEM ITEM 
NO. DOLLAR VA'LUE NO. DOLLAR VALUE 
55 87 13,442 59 172 262, 195 518 
512 795 64 , 176 52 645 28,258 520 
53 781 34, 734 51 * 114 2, 929 56 
522 6 1,875 516 47 2,416 57 
510 8 19, 100 515 152 3, 743 
519 119 35 , 136 514 99 12,237 
511 114 30,773 
54 15 10,680 
517* 0 0 
TOTALS 1,796 168,463 
--
1, 358 
--
NUMBER AND DOLLAR VALUE OF 1962 PURCHASES 
AWARDED TO SUPPLIERS IN SURVEY SAMPLE 
MECHANICAL GROUP SUBCONTRACTING GROUP 
1962 PURCHASES 1962 PURCHASES 
ITEM 
NO. DOLLAR VALUE NO. DOLLAR VALUE 
12 18, 384 513 68 44,577 
17 10, 039 527 1.4 252, 653 
66 11 ,855 524 12 40, 029 
19 23, 086 52 1* 6 17,660 
526 159 91 ,831 
528 39 12,250 
523 16 29,854 
525 6 39, 790 
114 63,364 
--
320 528, 614 
-
--- ---
* SUPPLIERS WHOSE BUSINESS VOLUME DECLINED DRA STICALLY WITHIN THE PAST FEW YEARS OR WHO HAVE NOT BEEN SUCCESSFUL IN 
SELLING TO RAYTHEON - WAYLAND. 
I 
0' 
...£) 
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It was apparent, however, that a bias probably existed because the 
sample included only those firms who were most successful in selling to 
Raytheon. The bias was adjusted by including 4 firms whose business 
volume had declined drastically within the past few years or who had not 
been successful in selling to Raytheon. Suppliers in these categories are 
marked with an asterisk in Table 3. Twenty-seven suppliers are repre-
sented in the total sample. Their volume is compared with the total 1962 
volume in Table 4. All criteria for establishing the sample were met sat-
isfactorily, particularly in regard to representativeness and proportionality. 
PRODUCT NO. OF 
AREA ORDERS 
ELECTR ICAL 7, 703 
STANDARD 8, 140 
MECHANICAL 1,317 
SUBCON-
TRACTING 1,370 
TOTAL 18,530 
TABLE 4 
COMPARISON OF TOTAL PURCHASING VOLUME WITH 
VOLUME OF SUPPLIERS INCLUDER IN SAMPLE - 1962 
PURCHASING VOLUME SAMPLE VOLUME 
% OF $VALUE % OF N C. OF % OF $VALUE 
TOTAL OF ORDERS TOTAL ORDERS TOTAL OF ORDERS 
42 1, 035, 072 19 1,796 50 168,463 
44 692, 763 13 1,358 38 11 7,531 
7 373,854 7 114 3 63 ,364 
7 3, 271 ,414 61 320 9 528,644 
100 5,373, 103 100 3,588 100 878, 002 
% OF 
TOTAL 
19 
13 
7 
61 
100 
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Buyers 
Selecting the buyers to be interviewed was a relatively simple task 
since there are only 15 buyers in the department. Seven buyers repre-
senting all product areas were included in the sample.( See Table 5. ) 
TABLE 5 
SURVEY SAMP L E - BUYERS 
NUMBER OF BU YERS NUMBER OF BUY ERS 
B UY ERS' CODE S IN PRODUCT GROUP IN SAMP L E 
ELEC T RICA L 4 2 (BA), (BG ) 
STANDARD 3 1 (BB ) 
MECHAN ICAL 3 2 (BD ), (BE ) 
SUBCONTRAC TI NG 5 2 (BC ), (BF ) 
TOTAL 15 7 
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APPENDIX-C 
PROCEDURE FOR INTERVIEWING SUPPLIERS 
Notification 
It was decided that suppliers should not incur any expense or incon-
venience while participating in the study; therefore, the author interviewed 
all suppliers, except 2, at their locations. Two suppliers were interviewed 
at Raytheon- Wayland because it was more convenient for them. 
Each supplier interviewed was contacted by telephone at least one 
week before the interview. The call usually was made between 8:00A.M. 
and 9:00A.M. The arrangements made by telephone were confirmed im-
mediately by a letter, (APPENDIX-D) addressed to the person interviewed. 
The following general appraoch was used when making the telephone 
contact: 
(Mr. Jones), this is Carl Madia, Administration 
Manager of the Materials Department at Raytheon-
Wayland. I am calling to ask your help in a project 
that I am doing here at Raytheon. This project is 
a study of business relations between Raytheon-
Wayland and its suppliers. I should add that this 
~t::udy will serve a dual purpose since it also will 
be submitted to partially fulfill the requirements 
for the degree of Master of Business Administra-
tion at Boston University. If possible, I would 
like to visit you and chat informally about: (1) the 
general business relationship between the (Metro 
Company) and Raytheon- Wayland and (2) any 
specific problems that you experience in selling 
to us. 
May I see you in your office (February 8, 1962 at 
9:30A.M.)? 
Conducting the Interview 
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It was important that there be no interruptions during the interview; 
therefore, if the area chosen by the respondent was not suitable for inter-
viewing, the author mentioned that the meeting would take less time if it 
was conducted in a private room where interruptions would be minimized. 
The buyer who had been dealing with the respondent usually furnished 
background information that was helpful in generating a few minutes of 
casual conversation before the start of the interview. This was done in 
an effort to make the respondent feel relaxed. 
Generally speaking, the interview started in the following manner: 
(Mr. Jones), you probably are curious about why 
I chose (Metro Company) to participate in this 
study, so why don't I give you a bit of the back-
ground. 
The Materials Department at Raytheon- Wayland 
recently had undertaken a program to improve 
its operation. Now, since the fundamental task 
of this Department, i.e., Purchasing, greatly 
involves outside suppliers it appears sensible 
to seek their views and advice. 
Essentially, we are asking your help to improve 
the operation of our department. We are eager 
to: (1) eliminate costly operating problems that 
may exist in our daily contacts with suppliers 
and (2) determine the kind of relationship we 
have with our suppliers. We want to improve 
this relationship by identifying problem areas 
and jointly developing and implementing solu-
tions that will be beneficial to Raytheon and 
our s uppliers. I think we have a pretty good 
feel for the types of problems that you encounter 
when you sell to us, but I want to make certain 
that our thinking is correct. I discussed this 
matter with the Procurement Manager, and he 
agreed that it would be a good idea to chat with 
a few suppliers so that we can update ourselves 
in the things that you experience in selling to us. 
I want to as sure you that this meeting will be 
classified as "Most Private 11 • The names of 
all companies and respondents will be coded 
in the report and their identity will be known 
only to me. 
I shall be happy to take whatever action you deem 
necessary to assure you that your comments will 
not jeopardize your relations with Raytheon or 
with any specific buyer." 
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It was decided that the opening questions should not require an 
evaluative reply by the respondent; accordingly, the following general 
questions which were easy for the respondent to answer, gradually enabled . 
him to talk freely since he felt that he was making an immediate contribu-
tion to the interview without committing himself in any way: 
Let's see, (Mr. Jones), our records indicate 
that the (Metro Company) has been doing business 
with Raytheon- Wayland since (1957). Is that 
correct? 
Last year we placed ( 109) orders valued at approx-
imately ($165, 000) with (Metro). Does that sound 
about right to you? Generally speaking, how does 
this compare with your other customers, i.e., are 
we larger or smaller in terms of dollars placed? 
No doubt some of our orders are more trouble 
to you than others. Can you describe some of 
the difficulties that are involved? 
What kind of planning and scheduling must you 
do to sell to us? 
How do we compare with others? 
What do we do well? 
Recording the Results of the Interview 
The interviewer ' s notes and the respondent ' s comments were 
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recorded immediately after the interview. The record followed the order 
of topics mentioned in the interview. Each topic discussed by the respon-
dent was placed in a separate and numbered paragraph. 
The typist: 
1. made no changes of an editorial nature, 
2. numbered the paragraphs in chronological order, 
3. identified the person making each comment by typing 
the respondent' s code letter at the end of each 
paragraph. 
APPENDIX-D 
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Jill":" ~ RAYTHEON COMPANY --~~AYTHEQ~~--------------E-Q __ U_ I_ P __ M__ E_N_T ___ D __ I _V _ I _S __ IO __ N ____________ __ 
SURFACE RADAR AND 
NAVIGATION OPERATION 
WAYLAND, MASSACHUSETTS 
AREA CODE 617 
ELMWOOD 8-2721 
Mr. David Jones 
Metro Company 
143 Astor Street 
Fitchburg, Massachusetts 
Dear Mr. Jones: 
February 1, 1963 
Thank you for your willingness to assist me in my study of business 
relations between Raytheon- Wayland and its Suppliers. 
No advance preparation is required by you other than a few minutes 
to think about specific points you may wish to discuss. 
I shall look forward to meeting you in your office at 9:30 A.M., 
8 February 1963. 
Sincerely yours, 
RAYTHEON COMPANY 
Carl N. Madia 
Administration Manager, 
Materials Department 
CNM:ac 
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APPENDIX-E 
PROCEDURE FOR INTERVIEWING BUYERS 
Notification 
Each buyer interviewed was contacted personally at least 2 days 
before the interview. He was told: 
1. The objectives of the study. 
2. That he was selected to participate in a study of business 
relations between Raytheon- Wayland and its suppliers. 
3. That no advance preparation was required, other than a 
few minutes to think about specific points he may wish to 
bring up. 
4. That the interview would take place in a room outside the 
department so that interruptions would be minimized. 
5. That the interview will be classified as "Most Private 11 
and that his comments would not be used in any way to 
jeopardize either his position in the department or his 
relationship with suppliers. 
Conducting the Interview 
The author interviewed all respondents in a private room that was not 
in the Purchasing Department area. Respondents were re-assured that their 
comments would not jeopardize either their position in the department or 
their relationship with suppliers. Buyers were told the purpose of the 
interview in the following manner: 
(Jack), The purpose of this little bull session 
is to obtain your help to improve the operation 
of our department. I would like to take a few 
moments to elaborate on the objective of this 
study that I outlined to you the other day. As 
you know, the department purchases approxi-
mately $9 million worth of mate rial and se r-
vices yearly. Thus, we control a significant 
percentage of the total sales dollars. No 
department in the laboratory is in a better 
position to make substantial contributions to 
company profit; management, therefore, con-
tinues to look to us to achieve greater cost 
savings. 
One of the ways - and you are familiar with 
the many other cost saving techniques such 
as cost and price analysis and value analysis -
that Purchasing can contribute to profits is 
by eliminating costly operating problems 
that may exist in our daily contacts with 
s uppliers. We want to determine the kind 
of relationship we have with our suppliers 
and we want to improve this relationship by 
identifying problem areas and jointly develop-
ing and implementing solutions that will be 
beneficial to Raytheon and our s uppliers. 
I think we have a pretty good feel for the types 
of problems that you encounter, but I want to 
make certain that our thinking is correct. I 
discussed this matter with the Procurement 
Manager and he agreed that it would be a good 
idea to chat with a few buyers so that we can 
update ourselves in the things that you experi-
ence in dealing with s uppliers. ,. 
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As in the interviews with suppliers, the opening questions did not 
require an evaluation reply by the respondent. The following general 
questions started the interview: 
Let ' s see, (Jack), you have been with Raytheon 
for (5) year~. Is that correct? 
How long have you been a lbuyer? What kinds of 
things have you purchased? What are some of 
the major problems you encountered in your 
buying e x perience? 
Do these types of problems still exist and do 
they apply to your present job? 
In narrowing these problems down a bit, what 
would you say are some of the most trouble-
some aspects of dealing with your .Suppliers? 
Can you name a few suppliers that have this 
problem? 
Can you name a few ~uppliers who do not have 
any trouble in this area? 
Recording the Results of the Interview 
The interviewer ' s note s and the respondents ' comments were 
recorded immediately after the interview. The same procedure for 
recording results of interviews with suppliers was used. 
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APPENDIX-F 
PROCEDURE FOR ANALYZING INTERVIEW DATA 
The objectives in analyzing the interview data were to: (1) determine 
what was talked about and (2) determine the respondents 1 attitude toward 
the content of the interview and (3) identify the problem areas. 
Interview data was analyzed in the following manner: 
1. Major topic areas were established after each interview 
record was scanned. 
2. Similar comments were grouped according to topic areas. 
3. Comments relevant to two or more topics were cross-
referenced on separate topic sheets. 
4. All comments referring to a topic were read. 
5. Extreme variations in attitude on any topic were separated. 
6. Contradictions or inconsistencies were noted and resolved 
if possible. Doubtful comments were not used. 
I 
7. The intensity of attitudes was determined by noting how 
many respondents commented on a given topic. 
8. Other measures of intensity were sought. For example, the 
amount of time the respondent spent on a topic, the number 
of times that the respondent referred to the comment or 
repeated it, and the types of words that were used. 
9. Problem areas were identified. 
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